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organizations tend to become‘ more bureaucratic in nature and terd to resist
change. This paper describes a range of l;oth internal and external strategies
which have been used to introduce constmctiv; change into the management of
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ing major changes; the leadership requirements of the process; and the need

for rationa), effective staff involvement in the process. R
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1. INTRODUCTION

‘ As academic Vibraries increase in size and become sore complex,
their organizations tend to become more ﬁJreaucyatic in nature. These
acadenmic Vibrary bureaucracies can be characterized as having fsolated
levels of organization, impersonal roles for ;taff members, centralized
coordination and decision-making, and rigialy stratified authority and
accountabilfty. As a result, Qarge 1ibrary organfzations tend to resist ~*
change and maintain a status quo. Faced with these static conditions
academic 1ibrary nanage:s are seeking ways to maintain a posture of

1ibrary program flexibility and responsiveness to changing environmental

and ~ocial requirements.

I1. METHODOLOGY AND TECHNIQUES OF CHANGE
A range of alternatives for introducing change into the operation
and wanagement of academic 1ibraries is now available. For the purposes

of this discussion they might be characterized as internal or external

strat.gies.
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An example of external strategy is the uyse of consultants by
the library. Consultants can provide useful, objective analyses of the
.Yibrary's problems while introducing fresh perspectives and_new ideas
and methods for improving the libiéry operation. A number of recent ex~
periences with consultants point out the potential value of thi approach.
For example, Cylumbia University in cooperation with the Council on
Library Resources, the American Council on Education, and the Assocfation
;f Research Libraries employed the management consulting firm, Booz,

Allen and Hamilton to examine the operation of their research 1ibrary

with the intent of designing innovative patterns of organization and
staffing for this institutiqn.l
Another alternative that has become available for 1ibraries is

the use of certain change strategies developed for other enterprises and
applied to librarfes. For example, thg American Management Association
has a long-range planning program which has recently, been applied by
Cornell University Vibraries under a grant from the Council on Library
Rasources.2 This long-range planning program engages a top management
team in a carefully defined process for planr‘.g and problen. solving in
an organization. AMA designed the pragrar. for non-profit organizatfons
and participated in the attempt to adayt it to the needs of the Cornel)
librarfes. The experiment included ‘raining a small group of 1{brary
managers in the techniques of objective formulation, strategy considera-
tion, and the design of alternative courses of action. The p:ogram

utflized AMA expertise and documents as a vay of assisting the Cornel)

team in adapting the:r planning process to their requt!ements.
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The use of non-library change strategies has the advantages of
drawing on lessons learned elsewhere and erpertise developed in other
disciplines. While applications for operating libraries can be determin-
ed on an ad hoc basis there are, of course, problems because of the
distinctive requirements of libraries in academic situations. These
requirement; frequently redu;e the effectiveness, or at least the ef-
ficiency of these thange processes.

The igggnd/category of strategies for changing libraries involves
1nternally-;enerated projects or programs. In the pa.t, 1ib ary leaders
have scored impressive gains by the strength of 1ndiv1dﬁal accompl fshment.
Some nore recent curent examples include: McGill University recently
completed a self-study that resulted in a series of extensive prganiza-
tional changes:3 the University of Michigan has set up a planning

committec that has worked over the last several months and {s now using &
series of twenty-tuo {22) task forces to consider problems and design

short-range and long-range-soiutions to these problems;f,and. UCLA
completed a major reorganization as a result of a staff assisted study of
organization and management patterns.5 ’ .
These internally generated programs have recently recefved a
boost by the creation of a cocperative cfebringhouse of management systems
and procedures at the Association of Research Librgries' Office of Uni-
versity Library Management Studies.6 This clearinghouse is called the
Systems and Procedures Exchange Center and is a device for gethering 1n;
formation and documentation on academic 1ibrarfes’ management programs

and sv-tems. Access to this documentation is provided via publications

and services to other 1ibrariec interested in experimenting with thpse
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methods and approaches. Over the course of the Jast 6 months, for
example, the Systems and Procedures Exchange Center has created SPEC
kits or packages of jllustrative dncuments on the topics of:

® Staff Classifization Systems
Library AffirmaEive Action Programs
The Organization of Personnel Offices

Library Objectives

Library Organization Charts
® Friends of the Library Committees
These materials are then used for the purpose of improving an individual
institution's own approach to that-topical area.
HWithin this category of internal strategies is a new techrique

now avaflable to academic 1ibraries cailed the Management Review and
Analysis Program.7 This program fs an assisted self-study designed by

the ARL Office of University Management Study and intended as a set of
guidelines for a research 1ibrary to use in conducting an 1ntern$1
assessment of {ts management practices in a comprehensive and systematic
fashfon. A study team in a participating 1ibrar, {s organized to look at
management activities in the areas of planning, policies, budget,
management fnforﬁation, organization, leadership and supervisfon, staff
davelopment, personnel and communications. The result of these fnvesti-
gatfons is a report that analyzes and describes management practices

as they currently onerate fn the library and makes suggestions for future
courses of action that will improve the capability of the ibrary to per-
form and provide servize to its users. To date, 14 large academic and .
research 1ibraries have participated ir this program, and future additional
operations are envfsionez 2s applications for smaller university and

college libraries.
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I11. THE INTENDED AiiD UNINTENDED CONSEQUENCES OF INTRODUCING PLANNED
CHANGE INTO A LIBRARY ORGANIZATION

The intent of introducing improved management processes to the
library is to make petter use of the enterprise's resources - human,
material, and technological - to accompliih the library's programs and
objectives. Library wanagers must bte concerned with evaluating the re-
sults of their efforts at improving the planning, organization, leader-
ship and operation of the libraries. Therefore, most of the institutions
that have experimented with some of the change techniques noted above
have carefully looked at the problems associated with these planned
changes as well as the major benefits that have been secured.

While ths documentation on the new approaches is rather limited,
certain problems can be readily identified. For example, there 15 an
enormous arount of staff tire and energy required in any effort that
involves the staff more directly in the processes of the enterprise. In
these efforts of utilizing staff in defining and {dentifying problems,
and the subseq-ent-planning and implementing of changes, the time re-

-

quirements are significant. Furthermore, there is frequently a con-
siderable amount of staff resistance and staff cynicism as to the effect

and the importance of these efforts. lost of the alterna*ives describ-
ed above have to deal with these staff critics vhose experience in a

bureaucratic organization has’suggested that these organizations are not

easily changed.
There are, of course, major benefits secured in efforts cof this

nature. For example, frequently the unfversity's view of the library is

changed. The activity, enthusiasm, and dynamic nature of these processes

O
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is observed by umve, .1ty administrators. Furthermore, thera is fre-
quertly a direct effect on the cal bre of services provided to users and
this influences the university's vies of the library.

A second major benefit concerns the improvement in staff/manage-
ment relations as staff learns more about the complex ard very difficult

processes involved in raraging an academic library. They understand,
somewhat mo-e, the constraints arnd chailenges that incimbent managers

are trying to deal with. Managers, on the otherhand gzt a clearer vieu
of the capabilities and ideas of the organization's staff members.
Furthermore, these managers are in the position of entertaining fresh

new ideas and incorporating the ideas into their operation.
The third major benefit secured relates to concrete changes in

library ocerations. HMost of these programs have resulted in a nutber of
ideas, recorm:-Jdations, and actions that have been implemented and that
have influenced the pattern of performance. Reports from the several
Yibraries participating in both the management sel{-studies, the con-
sultant studies, and in the AMA studies indicate that the changes would
Probably not have been suggested cr implemented under other circumstances.
Furthermore, these processes have been valuable in influencing the

tlimate and capabilities of the organization involved.
The experimentation noted abcve leads to a consideration of

key elements in these processes that are distinctive and may be vieued as

an emerging philosophy of library organizational change.
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1Iv. A PHILOSOPHY OF LIb2ARY ORGANIZATIONAL CHANGE
Vhile charge 1s fast beco nng an overvorved and uncliear term,
it is apparent tha*t academic libraries have to deal with the reality
that the environmert in which they perform will not rerain the sar2.
In the past, ranajers have tried to copa with charging events; in the
future the e phasis must be on influencing the process of change. The
challenge then is datermining ho. ve can learn from past efforts and
apply these lessons to th2 way we manage libraries now and, , thical-
1y, the way vie develop new managers. Certainly, some lessons have g]-
ready emergea from the experimental efforts noted above:
8 That by developing the managerent capability of
the Tabrary staff, there will be an improved
environment for professional contributions;
© That there is value in having different in-
stitutions address their concerns in their own way
assisted by current management techniquas;
¢ That there is a need for libraries to develop
analytic and managemeat skills from within their

own staffs rather than waiting for outside help;
© That libraries will profit most by developing thei~

ovin team of experts that can guide the library in
as>sessing their strengths and building on them n
a continuing fashion;

0 That there is a danger in resting on past accomplish-
ments;

0 That special efforts are needed to dentify and davelop

new leaders.
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On the basis of these observations and assumptions I 1041d Yike to propose
a philosophic framawork that encompasses certain key concepts necessary
for taking a more aggressive position toward influencing the change pro-
cess.

1. Development and use of i“zas and resources. A key element

in the erergency of a philosophy of organizational change_ig‘the presenge
cf individual and organizational curiosity about fresh ideas and new re-
Sources that are available to the library. ‘
Individual institutional change is greatly facilitated if the
experiences and the axpertise from other expérimentations can be applied
to the needs of the institution. The projects noted above have this
characteristic., A1l attempted to 190k ;t approaches used in the library
field andf in addition. ;ctempted to determine what was avcilable from
bntside the field. GSeveral projects employed experts or techniques from
other profeisional enterprises. It is crucial that when o library tries
to introduce caange 4t begin by identifying and using the ideas and ex-

Periences that are available. This is particularly important in 1ight of
emerging technology and new applications of management concepts, as well

as tre swift pace of tne changing environment.

In the past, access to ideas and experiences was largely by direct
personal contact (1.e. conventions, telephone czlls, cr on-site visits)
and a revieu of current literatuce. Vhile these efforts should and i1l
centinue, & nurber of potential difficulties can dem nish the value of
these activities, including. expense, time required, linited perspective

achieved, brased institutions) evaluitior of its experience, lack of com-

parison and evaluations, unavailability of concrete documentation, a fozus
A

~

< e
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on rath2r minor housekezping events, and inability to interpret and apply
wdeas from outsidz of (2 profession.

In the future, efforts must focus (1) on exploring developrznts
in other ertar;rises and profesiions ard applyiry thase develop—onts to
Tibraries and {2) coos:rating 1n the develop™ant of an improved body of
knowledge concerning the égnagement and operation of lerge academic-
libraries. -

An example of a cooperative approach to sharing ideas and ex-

periences in a formal and systematic fashion is the recently created ARL

”
Systers and Procedures Exchange Center noted earlier. For the first time

Targe research lioruries are deliberately, and in a forrmal fashion con-
tributing documentation on managerent activities and accomplishments to a
central file which is in turn accessed by other libraries interested in
experimenting with and improving their own approaches to those manage-
ment activities.

The key aspects of this clearinghouse are the processes of: (1)

surveying ARL member libraries on specific management techniques
(e.q. performance appraisal methads, staff classification systems, or

personnel policies); (2) securing information on current practices in
terms of descriptive documentation {i.e. project reports, policy statr-
mentc, illustrative materials); (3) analyzing the inforration and-docu-
mentation; and {4) making i{he ana'ysis and $1lustrative documentation
available to thza library commurity. The resulting files are availabic

within tuz ronths of a survey and involve a series of publications and

manr: ,er7at Servicas.
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This is a developiznt that 1s sigmificart bcrause of the asount
of quality documantation that 1s being contributed and the willingness
of libraries to capitalize upon it as they go about their ¢.r intzrral
process of improve-ant dnd change.

2. Cooperative approxches to ranager=n. irprove~s Fnother

key elerznt in the prososed philosophic frave.ork 15 the rneed for a ney
attitude tow.rd thz improvement of library management collectively. This
nevi attitude relates to the managerment of research libraries in the
aggregate as well as to cooperative ventures 2 improve individual liocrary
operations.

Manasaeent of research litraries in the 26, 25ate refers to the
working relaticnships among those major libraries that might be viewsd
as nationa! research resources. Currently, these libraries a-c grouped
within the Association of Research Libraries to identify and address
problems of internal concern. In the future, new efforts must be initiate
to strengthen thesg working relationships, to develop additional collectise

operational devices that will strengthen the individual library's per-
formance potential, and to explore nad methods of sharing the costs for
providing the nation tnth access to the research resgurces required.

Another aspact of collecttve manzgesent relates to the Gperalrn s
problems shared in comrmon by individual reseerch Tibraries  Thase are
issues such as- staff rights vs niragem>nt rights, orgimze’.onal as
countability vs professioral flexibilicy, the role of the jibrary in tne
instructional and research processar of the university, claryficating of
the iucision making processes, ete,

R

fxamples of how Tibraries collectively exol. » trod™ 155605 ar?

available from thz 14 Tibrariss that heso part-Cipated an the Yacr. - 0
1 ¥

R
N
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Review and Ana\ysis program. The 1tbraries worked in groups of thivee, o
five or six as they completed the self-study processl Thus during this

effort of looking at their own strengths and weaknesses thay have par-

ticipated in a cooperative venture to explo;e and discuss other in-

stitutions' approaches to the same problems. Fu-thermore, as the;e

groups of libraries have gone through the prg:ess, they have contributed

working documents, suggestions and reﬁ%rts that allow ‘subsequent partici-

pants to build on their experience and furt®r refine‘and.improve their

processes.
These examples are significant because, {f the profession expects

to build its own distinctive management expertise and theory, it fust in
fact build on experiences and fdeas generated through experimentation and
cooperatfon. This can occwr only if the means are available for a useful
exchange and if the participants' attitudes are positive and open. This
type of cogperative approach to management, vhich only a few years 290’
sezmed to be an impossibility is now demonstrating that it allows greater
growth for all finvolved.

3. Stage of develoment for organjzation. A third major con-

sideration in the development of a philosophy for organizational chiange
concerns the readiness of the organization. The methods used for intro-
ducing change must consider vhere the library is now in terms of growth,
size, functions and accompl ishments; and vhere the parent institution i;
going over the short and lcng range.

One aspect of this concerns staff competence and attitudes. Hany
libra}y staff members possess extraordinary credentials in terms of
yea.s‘of experience, advanced degrees,subject and language specfalities,

and scholarly achievements. These same staff members, however, fre-
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quently have not exzcrienced a great deal of successfu! comﬁittge and
group viork. As these staffs move toward an enhanced academic status

and a greater role in 1ibrary polic:- making, enhanced interpersonal and
intergroup skills are needed. The stage of advancement must be diagnosed
and the change strategy adopted that will faciiitate that development.

/ Other aspects that shou]d'be considered in understanding the

stage of development for the organization include size; lécation - urban
rural; top managemant composition, recently anpointed §r well-established;

budget conditions; staff morale; ard availability of managerial leader-
ship. In particular, having an understanding of the challenges facinq the
organization in the future seems to be the key in appraising the stage of
developmant for the library and the determination of an appropriate change
strateg, fer that library.

In the operation of the Managemgng Review and Analysis Progrqgk for
example, the range of accomp)ishments exhibited by the different partici-
pating irstitutions reflect these several characteristics. In some in-
stances where 1ibrary staffs are quite large and have achieved a certain
degree of sophistication in management processes there is more of an
effort to capitalize upon the program in '=rms of fundamental reorganiza-
tion. In other instances where the 1ibraries may;have exper1ence5 a recent
history of iittle change, the program focuses more on refining current
activities and developing a new receptiveness and a new attitude on the
part of the staff towards chqgge.]]

The signif -ant noint here is that the library needs to determine
its stage of development and to gauge the environmental receptiveness to
change; and on the basis of this assessment, to determine which method
or strategy would Lf~appropr1atc and most effective for the library. ;In

add:tion, the apfiication of a particutar method must be done uith a great
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deal of interpretation so as to meet the distinctiye requirements of that
library at that point in its developmerc.

4. The leadership requirem2nts. 1In any strategy of directed

change a fundam2ntal requirement is top management leadership. lhile
specific changes can be .ntroduced by a dissatisfied staff, a neisr uni-

versity president, or a reduced budget, only a.librﬁry director can’
initiate a long range deliberate effort to develop a f]exib]e organiza-
tion that anticipates and responds to a fluid environment.

It is abundantly clear that the primary determinant of the .
success of any change strategy is the competencé and committment of library
management leaders. This is a fact of 1ife that cannot be overcome by
introducing new structures or new processes. Library administrators
need: to initiate new activities, to understand the requirements of the
organization and the capabilities of their staff, and to perfcrm in an
advisory and,catalytic role in introducing change. A1l the e;;mples noted
earlier started with this basic ingredient of top management leadership
and built upon it as a way of securing substantive change in these organi-
zatjons.

In the future, the demanding nature of academic 1ibraries will
result in newleadership requ[remehts for the 1ibrary managers. These
new leaders will need: a talent for consensus, a8 tolerance for ambiguity

and an enjoyment of complexities. Increasingly, these managers will

" act to accelerate change, to make choices others won't make, to bring

about cooperation in the midst of disagreement and to employ skillfully
the array of experts needed to operate libraries.

What emerges from.these currenﬂlexperiments is that the library
direc.or wil) cperate as a brokar of decisions in an open consultative
fashion. It is imperative that the professicn encourage the development

of Yibrary managers who perform as organizational leaders and innovators.
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5. Process of staff invol.zment. The final key ingredient in

the philosophy of library organizational chang2 concerns the need for
effective staff involvenent. The Aay has passed where one person is thz
primary executor of 1ibrary decisiuns and functions. This is due in part
fo practical considerations: the dimension of the enterp.-ises and the
problems makes one person rule moossibia. From a conceptual point of
view, however, 1t is apparent that staff involvement in a carefully de-
fined'decision making, policy making, or change strategy leads to bet:=r
decisiops. better policies and changes that are implemented. This is due
in part to the quality of ideas generated in such a climate and in part
to the staff committment to solulions that they had a share in designing.
It is a demonstrated reality that a properly conceived group
of non-experts (i.e. non-management experts) can develop s&lutions to
complex problems that approach the quality of expert judgements.]z Fore
importantly, it doesn't matter 17 the management consultant or the Vibrary
director has a great idea - it is not going to work 1f the staff does
not want it to work. >
The several r nagei:ent projects noted earlier all have this f
common characteristic of tryirg to utilize staff expertise and skills
more effectively in this very complex task of improving the capabi};;jes
of the organization. In this -ett.ng libraries are looking for ﬁéw

methods of working together, nev interpersonal relationships, a new f
{ L

sense of individual relationshiﬁsjto the organization, a clear delineation

of organizational tasks and fur.cions, more open and direct confrogta;ions
with otganizational problems, -.u new avenues for obtaining, processing

'
i

1
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and acting on information.

‘these approaches are based on the assumotion that participants
sharc the primary objective of jmproving the library. Stalf members are
expected to act as professional partners in the management process and

as partners will need to act in a responsible, contributory fashion.

Effective staff involvement then is something much more ambitious than
participation for participatior sake. It is aimed at improving the

performance potential of the ibrary and is Secured in a planned strategic

f:ghion.

V. CONCLUSION

As the result of these attempts to innovate and improve library

management, certain observations and judgments can be pade. It has been

proven first, that top management Jeadership must support and contribute

directly to any process of change. Second, that library staff can con-
tribute to a developing self-awareness that leads to 2 stronger library
program and organization. Third, that libraries need to secure additional
means of identifying problems, analyzing them and developing solutions.
fourth, that the process of management improvement while influencing the
organization does not in fact destroy the delicate fiber of the 1{brary.
Fifth, in this process of analysis and i anagement 1nnovation a number of
good new ideas are gene-ated that can be used by the 1ibrary as it goes
forward in the process of responding to environmental requirements.
Finally, participants in these processes have found that members of
organization staff, middle management and top maragement find

can cooperate in a combined process of self-revitalization and organiza-

tiona. renewal.
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